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ABSTRACT 
Managerial Coaching refers to managers' behavior in facilitating subordinate's learning 
and development. The lack of a precise behavioral definition in previous research makes 
managerial coaching difficult to be measured, predicted, taught and evaluated effectively. 
Therefore, the present study aims 1) to develop a managerial coaching measure and 2) to 
identify the antecedents and outcomes of managerial coaching. 
Managerial coaching behaviors were identified through literature review. One hundred 
and sixty dyads of immediate manager-subordinate from 4 organizations in Hong Kong 
participated in this questionnaire research. Both members of the dyad evaluated the extent 
of the manager engaging in coaching the subordinate. Exploratory Factor Analysis followed 
by Confirmatory Factor Analysis resulted in a final 14-item managerial coaching scale 
consisted of 2 dimensions: Coaching for Current Performance (CC) and Coaching for Future 
Performance (CF). Reliability and validity of the developed scale were established. 
Structural Equation Modeling results revealed that (a) the manager's affective organizational 
commitment, (b) belief in facilitating learning, and (c) extent of being coached in the past 
predicted the extent of managerial coaching. Meanwhile, managerial coaching predicted 
subordinate's perceived LMX-quality, which in turn predicted the subordinate's job 
satisfaction. Implications of the research findings for theory and practice were discussed. 
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CHAPTER ONE: INTRODUCTION 
Nowadays, managers are evolving from directors to coaches to support 
organizational learning. To achieve sustainable competitive advantage in today 
turbulent business environment, continuous learning in both individual and •f « 
organizational level is the primary vehicle to equip the organization with superior 
skills and industry expertise (Olian, Durham, Kristof and Brown, 1998; Lang and 
Wittig-Berman, 2000). Managers are not only expected to assign tasks and 
control performance of the subordinates, but also to encourage and coach the 
subordinate to leam continuously for current and future workplace challenges 
(Conger, 1993; Hecksher, 1995; McGill and Slocum 1998; Ellinger and Bostrom, 
1999). 
When it comes to "Coaching", there are various definitions from scholars and 
practitioner's perspective. It can be categorized by the identity of the coach 
(whether the coach is an immediate manager or an external consultant) or by the aim 
(whether it is for facilitating learning and development, for boasting up performance 
or for enhancing motivation at work). In general, there are two types of coaching: 
the first type refers to executive coaching. The coach is usually an external 
consultant, aiming at improving executive's performance and consequently 
organizational competitiveness through coaching (Kilburg, 1996, 2001; Brotman, 
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Liberi and Wasylyshyn, 1998). The second type of coaching refers to managerial 
coaching. Managerial staff serves as coaches to their subordinates, aiming at 
improving subordinate's job skill and facilitating subordinate's learning and 
development (Borman and Brush, 1993’ Convey, 2000; Miller, 2003). To the 
subordinates, manager's role as the coach for learning and development is crucial. 
Tannenbaum, (1997) found that subordinates identified their manager as one of the 
important sources of learning, and this source was correlated with greater 
self-competence and satisfaction with the developmental activities in the workplace. 
Managerial coaching provides various benefits to the workplace. Firstly, 
managerial coaching serves as a solution to common workplace issues. According 
to Stratford (2002), managerial coaching could address to issues such as staff 
development, career broadening and talent retention. Secondly, managerial coaching 
serves as a training intervention. As noted by Peterson and Hicks (1999), 
managerial coaching was more suitable than traditional lecture-type training to teach 
topics which lack of universal rules or fact-based principles to follow, such as 
interpersonal communication, leadership, cognitive and self-management skills. 
Moreover, managerial coaching would be a useful adjunct or even replacement of 
general training programs to foster metacognitive skills. Metacognitive skills 
referred to the ability to think about one thoughts, feelings and behaviors, and is an 
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essential factor in mastering new skills (Carver & Scheier, 1998). Thirdly, 
managerial coaching serves as a weapon for organizational survival in today's rapid 
changing environment. According to Davis and Hase, (1999)，managerial coaching 
promoted employee's learning, and learning faster than competitors is the only 
) « 
sustainable competitive advantage for an organization in today rapidly changing 
business environment. 
Managerial coaching fulfills multiple needs vital to an organization, and has 
caught increasing attention from practitioners, yet, 'managerial coaching' has been an 
elusive concept with weak empirical foundation. There is a growing body of 
research on coaching. However, most of them are related to executive coaching 
rather then managerial coaching'. There are various articles discussing executive 
coaching from practitioner's point of view, and there is a comprehensive review on 
executive coaching concerning its definitions, purpose, technique and outcome from 
practice literature and empirical research (Kampa-Kokesch, and Anderson, 2001). 
While for the limited body of published managerial coaching research (e.g. Ellinger & 
Bostrom, 1999’ 2002), they were primarily adopting small-sample (N<30), qualitative 
‘ T o search for information related to managerial coaching, keywords such as "coach" "coaching", 
"manager", "supervisor", "organization" were used in various combination strategies. A search of 
"coaching" in popular search engine such as Google, yielded over 38000 sources of information; while 
in the American Society of Training & Development (ASTD) official website, over 300 sources of 
information was resulted. Whereas in the academia, managerial coaching was not a well-researched 
topic. A search of literatures specifically related to managerial coaching between the year of 1872 and 
2004 from the published research databases such as PsylNFO and Proqust yielded less than 10 
published record. 
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research approach (such as case study, critical incident interviews) to suggest 
characteristics of effective coaches, and provided general guidelines on coaching. 
Specific and concrete behavioral definition of managerial coaching was not available, 
that made managerial coaching difficult to be measured, predicted, taught and 
evaluated effectively. 
Overview of Present Study 
The purposes of the present study are 1) to develop a managerial coaching 
measure and 2) to identify antecedents and outcomes of managerial coaching. In the 
present study, managerial coaching refers to a manager's activities in identifying 
developmental needs of subordinates, formulating plan and action to improve 
subordinate's learning and development, and facilitating subordinate's transfer of 
learning. 
Managerial Coaching Scale Development 
The first aim of the present study is to develop a managerial coaching measure. 
Specific behaviors associated with managerial coaching were identified from 
literature review, followed by development of managerial coaching items reflecting 
coaching proficiency, in terms of the extent to which a manager engages in various 
coaching behaviors. 
Managerial Coaching Objectives 
Managerial Coaching 5 
In general, managerial coaching aims at facilitating the process of subordinate's 
learning and development. As described by previous research on employees' 
learning and development, the role of a manager in the process are as follow: to 
prepare the subordinates for a broader job responsibility in the future (Witherspoon 
t 
and White, 1997), to foster the subordinate's development of skills and workplace 
confidence, to clarify the expectations of the subordinate's development (Kirkpatrick, 
1982; Miller, 2003) and to build the subordinates' level of awareness and responsibility 
to leam (Peterson, 2000). 
Managerial coaching was considered one of the managerial competencies 
(Borman and Brush, 1993，Ellinger and Bostrom, 1999; Conway, 2000). According to 
Borman and Brush's (1993) work on the taxonomy of managerial performance 
requirements, managerial coaching belonged to the mega-dimension of training, 
coaching and developing subordinate. It was defined as "identifying staff training 
needs, developing responsive training programs and materials, ensuring such 
programs/materials get developed; training, teaching, and coaching subordinates; and 
assisting subordinates in improving their job skills" (p. 11). This definition is similar 
to Conway's (2000) managerial performance development constructs of leadership 
and development, which referred to "hiring competent people and effectively 
providing them with the opportunity and motivation to develop skills, through 
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delegating or giving decision-making responsibility to subordinates" (p. 34). 
The above research findings and definitions converged in identifying three 
behavioral objectives for managerial coaching: (1) identifying subordinate's training 
needs (Orth, Wilkenson and Benfari, 1987), (2) developing objectives, plans and 
f 
actions for subordinate's learning and development (Kirkpatrick, 1982; Orth, 
Wilkenson and Benfari, 1987; Peterson, 2000)，and (3) facilitating subordinate's 
learning and transfer of learning (Orth, Wilkenson and Benfari ,1987; Peterson，2000) 
Managerial Coaching Behaviors 
To generate potential items measuring managerial coaching behaviors, scholarly 
works related to managerial coaching were consulted to guide the construction of the 
measure. Behavioral items assessing managerial coaching were generated primarily 
from 4 empirical studies, that their research emphases on coaching behaviors were 
relatively heavier than other research on related topic. Schelling (1991) proposed 8 
themes associated with successful skills to coach sales, and Graham, Wedman and 
Garvin-Kester (2003) identified their corresponding coaching behaviors. Ellinger 
and Bostrom (1999) used critical incident interviews to reveal 13 managerial coaching 
behaviors aiming at facilitating subordinates' learning knowledge and skills; Lang and 
Wittig-Berman (2000) provided suggestions for supervisors to facilitate subordinate 
growth and development in their review paper concerning practical advice and 
Managerial Coaching 7 
behavioral guidelines to facilitate subordinates' more effective learning. 
Integrating the findings from the aforementioned scholarly works resulted in 4 
categories of managerial coaching behaviors: (a) provide feedback to or solicit 
feedback from the subordinate; (b) provide resources and opportunities for 
f 
subordinate's learning and development; (c) provide encouragement, support and 
recognition for subordinate's learning and development; and (d) personalize coaching 
intervention to the subordinate. 
Managerial coaching behavioral items were generated based on the 3 objectives 
of managerial coaching, and 4 categories of coaching behaviors. Each item is 
related to at least one of the behavioral objectives and belonged to at least one of the 
behavioral categories. 31 managerial coaching behavioral items were identified and 
ref inedl After a two-stage pilot study procedure, 20 items were resulted. Table 1 
presents a summary of behavioral objectives, behavioral categories and corresponding 
- T o derive a managerial coaching measure that can reflect objective, typical coaching behaviors, a 
pilot study was conducted to assess the face validity and to refine the 31-item managerial coaching 
measure. These managerial coaching behavioral items were translated into Chinese. 20 people 
participated in the pilot study. 10 people were graduate students studying psychology, and they were 
working as course tutors or assistants to faculty members. Another 10 people belonged to the general 
working population. Stage one was to assess the relevance and clarity of each item to the concept of 
managerial coaching (defined by the 3 aforementioned behavioral objectives and 4 aforementioned 
behavioral categories). 4 judges (2 students, 2 in the general public) judged whether each item was 
relevant/irrelevant to the behavioral objective and category that the item was belonged to, and whether 
the wordings were clear/ambiguous. Items considered irrelevant and/or ambiguous by at least 2 
judges were discarded. 26 items remained and were furthered assess in stage two of the pilot study, 
which was to combine very similar items. All 20 participants indicated the frequency, on a 5-point 
likert scale, range from 1 (never) to 5 (always), of each of the behaviors demonstrated by his/her 
supervisor during the past 6 months. For the graduate students, 'the supervisor' referred to the faculty 
member whom they had the most frequent working relationship during the past 6 months. Inter-item 
correlation derived from the pilot study sample were calculated, items with inter-item correlation 
exceed .85 were combined. 
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Antecedents and Outcomes of Managerial Coaching 
To enhance our understanding of the managerial coaching construct, the second purpose 
of the present study is to identify the antecedents and outcomes associated with managerial 
coaching. In manager-subordinate dyad, I intended to investigate how manager' f t 
characteristics influence the manager's extent of coaching on the subordinate, which in turn 
influence the subordinate's perception and attitude. 
Managerial Coaching Antecedents 
Three manager's characteristics were proposed as antecedents of managerial coaching, 
namely affective organizational commitment (Affective OC); belief in facilitating learning 
(BFL); and extent of being coached in the past (Past Coaching). 
Affective organizational commitment (Affective OC). Organization commitment had 
long been researched for its antecedents, correlates and outcome (e.g. Mathieu and Zajac, 
1990； Allen & Meyer, 1990). On the one hand, most of the published research focused on 
investigating the effect of organizational commitment on negative work behaviors such as 
work withdrawal, absenteeism and intention to leave (e.g. Mathieu and Zajac, 1990; 
Netemeyer, Buton and Johnston, 1995), while the area of how positive work behavior could 
be associated with organizational commitment remained relatively unexplored. The 
three-dimensional model of organization commitment was the predominant conceptualization 
of organizational commitment, with affective organization commitment (Affective OC) being 
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one of the dimension (Allen & Meyer, 1990; Meyer, Allen & Smith, 1993). Affective OC 
refers to the emotional attachment to, identification with, and involvement in the organization 
(Meyer & Allen, 1984). Affective OC was considered as an attitudinal process whereby 
people come to think about their relationship with the organization in terms of value and goal 
f 
congruency, the higher degree of congmency, the more desire an employee to stay in the 
organization (Allen and Meyer,丄991; Clugston, 200). Previous research result indicated that 
organization commitment was associated with goal congruence between the employee and 
supervisor (Vancouver et al., 1994; Witt, 1998). Further, from a meta-analysis study, it was 
found that Affective OC was among the three dimensions of organizational commitment 
having the strongest and most favorable correlation with positive outcome to the organization, 
such as performance and organization citizenship behavior (Meyer, Stanley, Herscovitch & 
Topolnytsky, 2002). In view of these arguments, I proposed Affective OC as one of the 
antecedents of managerial coaching. I expected that a manager having a high level of 
affective OC has a stronger desire to stay and is more likely to stay in the organization, and 
having greater goal congruence with the subordinates, and so the manager is more likely to 
coach the subordinates. 
HI : A manager with a stronger affective organization commitment (Affective OC) 
will engage in more managerial coaching. 
Belief in facilitating learning (BFL). To assume the role of a coach, a manager has to 
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perceive himself/herself as a facilitator of the subordinate's learning and development 
(Ellinger and Bostrom, 1999). Whether a manager regarded himself/herself as a facilitator 
of subordinate's learning is influenced by the perceived skill, ability and responsibility to 
facilitate the learning and development process (Honey, 1995; Hyman and Cunningham, 
1998). In a similar vein, Ellinger and Bostrom (2002) proposed a mental model that 
managers held different prominent beliefs about their role as a facilitator of subordinates' 
learning and development. These beliefs include the subordinate' capability to leam, 
willingness to leam, and the managers' ability and responsibility to facilitate the learning 
process. These notions were further investigated in the present study. The manager's 
belief in facilitating learning (BFL) is proposed to predict the extent of managerial coaching. 
If the manager (a) believes that the subordinate has a high capability and willingness to leam, 
and (b) considers himself/herself having the ability and responsibility to coach, the manager 
will have a stronger belief in facilitating subordinate's learning, and thus will coach the 
subordinate more frequently. 
H2: A manager with a stronger belief in facilitating learning (BFL) will engage in 
more managerial coaching. 
Extent of being coached in the past (Past Coaching). Managerial coaching is an 
important subset of leadership behavior. From leadership and learning research, there is 
convergent evidence suggesting what are the sources for a manager to leam how to be a 
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leader. Some of the important sources included observations from people with close 
contact and learning from past experience (McCall, Lomardo and Morrison, 1988; Kouzes 
and Posner, 1995). In view of these research findings, the manager's extent of being 
coached in the past would potentially predict the manager's present coaching behaviors. 
For those managers who have received extensive coaching from people with close contact, 
these experiences of being coached would serve as episodes of social learning or 
observational learning of managerial coaching technique. The coaching process also 
manifested how the manager could lead his or her own subordinate in the future. The 
manager would treat their coach(es) as role model(s), leam the coaching technique from 
the past experience of being coached, and thus demonstrate more managerial coaching 
behavior to their current subordinates. 
H3: Manager who has been coached extensively in the past will engage in more 
managerial coaching. 
Managerial Coaching Outcomes 
Past literatures on coaching and organizational learning and development suggested that 
managerial coaching behaviors facilitated subordinate's learning and development (e.g. 
Ellinger and Bostrom, 1999, 2002), enhanced learning effectiveness (e.g. Lang and 
Wittig-Berman, 2000), and improved job performance (e.g. Schelling, 1991; Graham, 
Wedman and Garvin-Kester, 2003). To extend our understanding of managerial coaching 
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outcomes’ t h . study focused on how c o a c h . g behaviors influence subordinates' a t — 
o u t c o m e s — S u b o r d i n a t e ' s perceived L M X ( L M X ) and subordinate's job satisfaction 
(JS). 
S-nii滅 s Perce.e. LMX Qualiry ( _ . L e a d e r她 * r Exchange (LMX) 
t h 寧 a d o 細 華 一 
如 緣 R e 赚 咖 I d b 咖油 
re la t ionsh ip (, .e. good dyadic .Ca t ionsMp Both m e m b e r s in a W g h - L M X 
( G細 & Uh丨佩 1995; G e處 r & _ 1997; Uden, S声owe，& Wayne, 1997). The 
subord ina te ,n a _ L M X is v a n o u s fo rma l and — 講 r d s such as 卿 l e 
„ p _ e r 一 一 e — suppo« a n . cooperative — - the 
(Uden 織 Dienesc. & Uden, 彻 叙 the — a . s in h • 脈 
d e 腳咖 t e d h 丨 g h e 灣。丨讀 a t , � •。細 d B 狐姆 b e 咖 ^ ^ 
(W事，Shore, and Uden, and 一 Productivity ( G . e n , N o v a . - S o . e « , 
糊 c o m p a r e d wUh the subordinates .n 一項 . M e a n w . U e , the leader in h . h - L M X 
2000). 
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The extensive research evidence on positive outcome supports the significance of high 
LMX quality, while what contributes to the development of high LMX quality remains 
unclear. Previous research had only highlighted perceived or actual similarity (in terms of 
demographic or attitude) and liking between the dyad as the antecedents for a leader to initiate 
( 
a high LMX with a particular subordinate (Liden, Wayne and Stilwell, 1993; Philips and 
Bedeian, 1994; Engle & Lord, 1997; Wayne, Shore and Liden, 1997). However, it was 
found that leader and member LMX perceptions were only moderately correlated (Gerstner, 
and Day, 1997), and how a high LMX relationship emerges has seldom been investigated 
from the subordinate's perspective. 
In this study, I proposed that the extent of managerial coaching predicts subordinate's 
perception on LMX quality. According to the original version of LMX theory (Dansereau, 
Graen and Haga, 1975), LMX composed of (al) leader's input of personal attention to the 
subordinate, (a2) leader's coaching of the subordinate's career and (b) the subordinate's input 
of assisting the leader as an exchange. Thus, I proposed that managers' coaching behavior 
on the subordinate initiates a high LMX relationship, which predicts the subordinate' response 
to the manager, as well as the evaluation of the relationship quality. 
H4a: Subordinate who receives more managerial coaching from the manager will 
perceive a higher LMX quality. 
Subordinate's Job Satisfaction (JS). Job satisfaction can be regarded as a global feeling 
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about the job or related constellation of attitudes about various aspects or facets of the job 
(Spector, 1997). High job satisfaction generally associates with a variety of positive 
organizational consequences such as work effectiveness, productivity, job performance and 
organizational commitment (Jayaratne, 1993; Spector, 1997). On the one hand, previous 
research on LMX indicated that subordinates in high LMX consistently had higher job 
satisfaction (Vecchio, Griffeth and Horn, 1986; Gerstner & Day, 1997). This finding 
suggested that managerial coaching may indirectly predict subordinate's job satisfaction 
through the effect of LMX. On the other hand, managerial coaching behavior may also 
directly predict job satisfaction, irrespective its effect on LMX quality. Job satisfaction 
consists of a number of job facets, such as task variety and chance of advancement as 
suggested by Minnesota Satisfaction Questionnaire (MSQ (Weiss, Dawis, England and 
Lofquist, 1967), and facets of work itself and promotion as suggested by Job Description 
Index (JDI) (Smith, Kendall, & Hulin, 1969). Since coaching would be accomplished 
through change in task assignment and work nature, and coaching for learning and 
development may result in career progression, being coached could have induced satisfaction 
among these job facets regardless of the relationship quality with the manager. 
The above empirical research findings on LMX and JS established the potential 
linkages among managerial coaching; LMX quality and subordinate's job satisfaction. The 
following hypotheses were derived: 
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H4b: Subordinate who receives more managerial coaching from the manager will 
directly having a higher job satisfaction. 
H4c: Subordinate who receives more managerial coaching from the manager will have 
higher job satisfaction, indirectly through the effect of perceiving a higher LMX quality. 
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CHAPTER TWO: METHOD 
Participants 
Immediate manager-subordinate dyads participated in a paper-and-pencil 
questionnaire survey. The supervision relationship lasted for at least 6 months, and 
» 
< 
at least 20 hours per week. If the manager has more than 1 eligible subordinate, the 
subordinate whose surname was first on the alphabetical order was chosen to be the 
target subordinate. 
Procedure 
The dyads came from 4 local organizations in Hong Kong. To enhance the 
generalizability of the research result to general working population, the 4 
organizations were selected from different industries (disciplinary force, public 
transport, social service, retail), and different job families. Through the Human 
Resources/Training Department of each participating organization, the managerial 
staff (staff having at least 1 eligible subordinate) was informed about the details of the 
research project and decided to participate in voluntary basis. As an incentive to 
participate, participating managers would be invited to attend a training workshop 
related to managerial coaching to enhance their knowledge and skills in coaching 
subordinates. Confidentiality was ensured for both members of the participating 
dyad. There were 2 sets of questionnaires: the Manager-questionnaire was designed 
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for the manager (Appendix 1), and the Subordinate-questionnaire was designed for 
the subordinate (Appendix 2). 261 pairs of questionnaires (1 Manager-questionnaire 
and 1 Subordinate-questionnaire) were sent to the managers and subordinates 
separately, through the internal mailing system of the participating organizations. 
r < 
Respondents returned the completed questionnaire via a free-post service directly to 
the researcher. 184 pairs of completed questionnaires returned (overall response 
rate=70.5 %; response rate from each organizations ranged from 50.0% to 86.1%). 
Questionnaire pairs with missing data in the composite measure of the constructs 
either from the Manager-questionnaire or the Subordinate-questionnaire were 




Basic demographic information of each dyad was collected from both 
manager-questionnaire and subordinate-questionnaire, including sex, age, education 
level and existing job level. Besides, both members' tenure in their current position, 
number of direct report to the manger, and the length of the dyadic relationship were 
measured. 
Managerial Coaching to the Subordinate 
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Managerial coaching behaviors were measured by the 20 items presented in 
Table 1. To measure the extent of managerial coaching done by the manager on the 
subordinate, a multi-source approach (self-rating and others-rating) was adopted to 
achieve greater objectivity and avoid potential problem associated with common 
f 
method variance. Both manager and subordinate were asked to recall the manager's 
frequency of doing each coaching behavior to the subordinate within the previous 6 
months on a 5-points likert scale ranging from 1 (never) to 5 (always). A higher 
score indicates more frequent coaching to the subordinate, i.e., a greater extent of 
managerial coaching demonstrated by the manager. 
Affective Organization Commitment (Affective OC) 
It was measured in the manager's self-report ratings. The subscale of affective 
organizational commitment (Affective OC) was adopted from the modified scale 
measuring organizational commitment (Allen and Meyer, 1990，1991; 1996). 
Cronbach Alpha of the Affective OC subscale is .79. It consisted of 4 items 
measured by a 6-points likert scale, ranging from (1) strongly disagree to (6) strongly 
agree. A higher score represents higher affective organizational commitment of the 
manager. 
Belief in Facilitating Learning (BFL) 
It was measured by the manager's self-report ratings. Based on the belief map 
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illustrating the predominant beliefs of managers who serve as facilitators of learning 
(Ellinger and Bostrom, 2002), 6 items were constructed to measure the manger's 
belief in facilitating subordinate's learning. Two of the items were measuring the 
subordinate's potential to perform better and to be promoted, 2 items were measuring 
•f 
the subordinate's readiness and motivation to leam, and 2 items were measuring the 
manager's perceived ability and responsibility to coaching the subordinate. All 
items were measured on a 6-points Likert scale ranging from 1 (strongly disagree) to 
6 (strongly agree). A higher score in this construct represents stronger belief in 
facilitating subordinates' learning. 
Extent of Being Coached in the Past (Past Coaching) 
It was measured in managers' self-report ratings. The managers were ask to 
indicated the frequency of being coached in the past by their manager/ supervisor/ 
other individuals senior to him/her in the same profession, using the 20 managerial 
coaching behavior items same as those used for measuring managerial coaching to 
subordinate. 
LMX Quality (LMX) 
It was measured by subordinate's ratings. LMX-7 developed by Graen and 
Scandura (1987). The scale is reported to have the best psychometric properties of 
all available LMX measures (Gerstner and Day, 1997). Besides, Liden, Sparrowe 
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and Wayne's (1997) meta-analysis review of 48 studies found that 18 studies used 
LMX-7 to measure LMX. This measure used 7 items to characterize various aspects 
of the working relationship between the supervisors and the subordinates, including 
the effectiveness of the working relationship, the understanding of job problems and 
f 
needs, the recognition of potential, and the willingness to support the others. The 
scale is reported with coefficient alphas of .90 (Graen & Uhl-Bien, 1995). All items 
were measured on a 6-points Likert scale ranging from 1 (strongly disagree) to 6 
(strongly agree). A higher scores indicates a higher LMX quality from the 
subordinate' perspective. 
Job Satisfaction (JS) 
It was measured by the subordinate's ratings. This measure used 5 items to 
measure five facets of satisfaction proposed by the Job Descriptive Index (JDI)(work 
itself, pay, opportunities for promotion, supervision, and co-workers) (Johnson, Smith 
and Tucker, 1982; Jung, Dalessio and Johnson, 1986). The present scale measured 
each facet with a single-item discrepancy-based approach, that each item is tapping 
the discrepancy between expected satisfaction level and actual satisfaction level (e.g. 
"How satisfying is the work itself that you currently doing compare to what you think 
it should be?"). JDI was the most widely used standardized measure of Job 
satisfaction (Roznowski, 1989; Riggio, 2002)，while the psychometric property of the 
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single-item discrepancy-based scale used by this study compared favorably with the 
72-item JDI. Each of the single-item measure of facet satisfaction was found 
significantly correlated with the appropriate multiple-item measure of facet 
satisfaction measured by JDI (Nagy, 2002). All items in the present scale were in 
i 
6-points Likert scale ranging from 1 (strongly dissatisfied) to 6 (strongly satisfied). A 
higher score indicates higher subordinate's job satisfaction. 
Constructs for Scale Validation 
Constructs measured in the hypothesized model of managerial coaching were 
theoretically relevant to the concept of managerial coaching. Therefore, these 
constructs were used to demonstrate the convergent validity of managerial coaching 
measure. On the other hand, manager's personality (agreeableness) and job 
satisfaction were collected to demonstrate discriminant validity of the managerial 
coaching scale, as these two constructs were conceptually less relevant to managerial 
coaching. Agreeableness and job satisfaction of the manager were measured in the 
Manager Questionnaire. Personality measures were measured in 5-point likert scale, 
with 1 indicated the item describes the respondent's personality very inaccurately, and 
5 indicated the item describes the respondent's personality very accurately. 
Agreeableness was measured by 10 items adopted from the International Personality 
Item Pool (2001). They corresponded to the Big Five Domain of "Agreeableness" 
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(Costa & McCrae, 1992). The Cronbrach Alpha was .82 High-scorer (3 or above) in 
agreeableness tends to be good-natured, trusting, helpful; Low-scorer (below 3) tends 
to be rude, uncooperative, irritable, aggressive and competitive. The 5 items 
measuring manager's job satisfaction were the same as the items for measuring 
> 
subordinate's job satisfaction. 
English translation of items for all the above measures are presented in Appendix 
1 (Manager-questionnaire) and Appendix 2 (Subordinate-questionnaire). 
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CHAPTER THREE: RESULTS 
The result section consisted of two parts. Part I was for the managerial 
coaching scale development, and Part II was for assessing the managerial coaching 
model. One-way ANOVA result indicated there was no significant difference in the 
* 
participants' demographic characteristics among different organizations, which 
supported aggregation of data from the 4 participated organizations for the subsequent 
analyses (N=160). Table 2 presents the demographic characteristics of the participated 
dyads. 
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Table 4. 
Demographic Characteristics of the Participated Dyads 
Characteristics Manager Subordinate 
Frequency Percent Frequency Percent 
Sex Male 78 48.8 74 46.3 
Female 81 50.6 85 53.5 
Valid N 159 ’ 159 
Age 15-29 39 24.4 60 37.5 
20-44 94 58.8 82 53.1 
45 or above 27 16.9 17 10.6 
Valid N 160 159 
Education Level 
Secondary 48 30.0 123 76.9 
Tertiary 89 55.6 32 20.0 
Master or above 21 13.1 4 2.5 
Valid N 158 159 
Job Level 
Non-managerial 0 0 94 58.8 
Lower-management 16 10.0 41 25.6 
Middle-management 86 53.8 17 10.6 
Top management 55 34.1 3 1.9 
Valid N 157 155 
Mean SD Mean SD 
Tenure in Existing Position (in Years) 7.61 6.41 7.28 5.45 
Valid N 160 158 
Number of Direct report 9.18 7.53 
Valid N 160 
Length of cooperation with NA 
The subordinate 
Valid N 
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Part I: Managerial Coaching Scale Development 
Analysis Overview 
Firstly, I explored the latent structure using Exploratory Factor Analysis (EFA), 
and confirmed the factor structure using Confirmatory Factor Analysis (CFA). Then, 
I validated the managerial coaching scale by assessing its scale norm, reliability 
(internal consistency) and validity (known-group validity and construct validity). 
Evaluation of Latent Structure 
In the present study, altogether there were 2 sets of other-rating data 
(subordinate rating of the manager in each dyad; manager rating of their own 
experience of being coached in the past) and 1 set of self-rating data (manager 
rating himself/herself on coaching the subordinate in each dyad) measuring 
managerial coaching. To identify potential higher order constructs underlying 
managerial coaching, 2 sets of other-rating data were combined and subject to 
EFA to explore the potential factor structure, which was further confirmed by CFA 
using the set of self-rating data. 
To explore latent factor structure of the 20-item managerial coaching scale, 
data set from the managers (N 二 160) and the subordinates (N = 160) on the 
frequency of coaching behaviors observed from their respective managers were 
combined to perform EFA (Total N二320). Principle component analysis using 
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Varimax rotation was used. I obtained 2 factors with eigenvalues greater than 
one. These two factors covered 14 items (7 items for each factor) and accounted 
for a total of 50.8% of the variance. 6 items were dropped because they did not 
meet the criteria of (a) within-factor loading exceeding .4 and (b) across-factor 
f 
loading below .4. Table 3 presents Exploratory Factor Analysis (EFA) result of 
Managerial Coaching. 
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Table 4. 
Exploratory Factor Analysis (EFA) Result of Managerial Coaching 
Factor 
Exploratory Factor Analysis 1 2 
Factor 1: Coaching for Future Performance (CF) 
Item 9- Provide access to information about internal and external ‘ .744 .319 
development opportunities. 
Item 10: Call upon other experts such as human resource 
specialist, other individuals senior to the subordinate in the same .725 .065 
profession to assist subordinates' learning and development 
Item 18: Use analogies, scenarios, or examples to personalize 
.Oob . z j 4 
the coaching interventions with the subordinate 
Item 6: Provide information on overall company performance .682 .285 
Item 11: Remind the subordinate to recognize and take 
. o J 5 .Jo / advantage form everyday events or problems to leam 
Item 7: Arrange non-linear career paths consisting of work in ^^^ ^^^ 
several functional areas 
Item 8: Expose subordinates to different people and business ^^^ ^^^ 
segments within the organization 
Factor 2: Coaching for Current Performance (CC) 
Item 13: Openly and honestly discussing problems with ^^^ ^^^ 
subordinates to ensure supportive learning climate 
Item 3: Provide generally positive feedback to subordinates 
when appraising subordinate's action in learning and developing .307 .699 
new skills 
Item 14: Work towards solutions together when subordinates .J /o .680 
encounter problem during learning and development 
Item 1: Provide third-party feedback from the people with close ^^^ ^^^ 
contact with subordinates (eg colleagues, customers) 
Item 2: Solicit feedback from subordinates to gauge if they have 
.iZo .o lo 
problems during learning or performing new skills 
Item 17: Clarify objective and goals of the subordinate's 
learning and development to ensure both parties understand .338 .599 
about that 
Item 4: Provide regular performance feedback to subordinates .377 .457 
Eigenvalue 3.69 3,42 
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Factor 
Exploratory Factor Analysis 1 2 
Percentage of Variance Explained 26.3 24.4 
Cumulative Percentage of Variance Explained 26.3 50.8 
The two-factor structure of managerial coaching derived from EFA was 
confirmed by confirmatory factor analysis (CFA), using the data set of self-rating on 
f 
c 
coaching frequency (N:160). Two hypothesized models were derived from the 
parameter estimates from the EFA result: two-factor oblique model (Ml ) that allows 
the two factors correlate freely; and two-factor orthogonal model (M2) that set 
correlation between the two factors as zero. 
Maximum Likelihood procedure in EQS program (EQS 5.3) was used to 
estimate the fit of M l and M2. The CFA results indicated that M l (i.e. the oblique 
model) exhibited good model fit, that major fit indexes (NNFI, CFI, GFI) exceed .9， 
and RMSEA is below .08 {yl (76)=136.39, p<.001, NFI=.869, NNFI二.924, CFI=.936, 
GFI=.900, RMSEA二.07 i) Besides, chi-square difference test indicated that model 
fit of M l (oblique model) is significantly better then the fit of M2 (orthogonal 
model )(Acif=l, Ax2= 130.96, p<.001). Table 4 presents Confirmatory Factor 
Analysis result of the two-factor oblique model using self-rating data from the 
managers (N二 160) and Table 5 presents Fit statistics of M l (Two-factor oblique 
model) and M2 (Two-factor orthogonal model). 
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Table 4. 
Confirmatory Factor Analysis (CFA) Result of the Two-fact or Oblique Model using 




Confirmatory Factor Analysis using Self-rating from the Managers 1 2 
Factor 1: Coaching for Future Performance (CF) 
Item 9: Provide access to information about internal and external ‘ 
.745** 
development opportunities. 
Item 10: Call upon other experts such as human resource specialist, 
other individuals senior to the subordinate in the same profession to .545** 
assist subordinates' learning and development 
Item 18: Use analogies, scenarios, or examples to personalize the 
.706** 
coaching interventions with the subordinate 
Item 6: Provide information on overall company performance .749** 
Item 11: Remind the subordinate to recognize and take advantage 
.775 料 form everyday events or problems to leam Item 7: Arrange non-linear career paths consisting of work in 
.577 料 several functional areas 
Item 8: Expose subordinates to different people and business 仍 * * 
segments within the organization 
Factor 2: Coaching for Current Performance (CC) 
Item 13: Openly and honestly discussing problems with 
• / w / » 
subordinates to ensure supportive learning climate 
Item 3: Provide generally positive feedback to subordinates when 
appraising subordinate's action in learning and developing new .700** 
skills Item 14: Work towards solutions together when subordinates ,760** encounter problem during learning and development 
Item 1: Provide third-party feedback from the people with close 
• J J么 
contact with subordinates (eg colleagues, customers) 
Item 2: Solicit feedback from subordinates to gauge if they have 鬥，… 
problems during learning or performing new skills 
Item 17: Clarify objective and goals of the subordinate's learning ^^^^^ 
.723** and development to ensure both parties understand about that Item 4: Provide regular performance feedback to subordinates .555** 
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Note. **p<.001 
Co variance between Factor 1 and Factor 2 is .877 ( pc.OOl) 
Table 5. 
Fit Statistics of Ml (Two-factor Oblique Model) and M2 (Two-factor Orthogonal 
i 
Model) 
— M o d e l x2 df NFI NNFI CFI GFI RMSEA Ax2 “ 
M l 
(Two-factor 136.39 76 .869 .924 .936 .900 .071 
Oblique) 
M2 




M l & M 2 
Note. x2二chi-square, df = degree of freedom, NFI =Normed Fit Index; NNFI二 
Non-Normed Fit Index; CFI = Comparative Fit Index; GFI 二 Goodness of Fit 
Index; RMSEA = Root Mean Square Error of E s t i m a t e ;啡 - c h i - s q u a r e 
difference 
**p<.001 
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The EFA and CFA results illustrated the final managerial coaching (MC) measure 
as consisted of 2 covariate factors, with 7 items for each factor. The first dimension 
refers to coaching for future performance (CF), which is relatively more diverse and 
visionary, mainly composed of behaviors related to increase exposure and provide 
information, resources and intellectual stimulation. The second dimension refers to 
coaching for current performance (CC), which is relatively more specific, skill-based 
task orientated. This construct mainly composes of behaviors related to provide 
feedback and support, clarifying goal, maintaining collaborative attitude and open 
communication. Corresponding items in each constructs and the Chinese translation 
are presented in Appendix 3. 
In the present study, manager's coaching frequency was reflected from both 
self-rating and other-rating. These two sources of information were aggregated 
to obtain a multi-source, more objective indicator of the extent of managerial 
coaching. Rwg technique prescribed by James, Demaree and Wolf (1984，1993) 
was used to assess inter-rater agreement. The median Rwg value was .68 (ranging 
from .63 to.72) for the overall 14-item managerial coaching measure, .67 (ranging 
from .64 to .71) for the dimension of coaching for future performance, and .68 
(range from .63 to.72) for the dimension of coaching for current performance. 
The obtained R^o values exceeded Glide's (1985) heuristics of .6’ which 
o 
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supported the aggregation of self-rating and other-rating into a single rating. The 
aggregated measure of coaching was obtained by taking the average rating of 
self-rating and other-rating for each item. CFA was used to confirm the factor 
structure of this aggregated measure being identical to the 2-factor oblique model 
> 
derived from single-source rating previously illustrated (x2 (76)=103.18, p=.02, 
NFI二.907，NNFI=.968, CFI=.973, GFI=.915, RMSEA二.048). These results 
support the use of this aggregated managerial coaching measure (AggMC) for the 
analysis of the psychometric properties. 
Scale Reliability and Scale Norm 
Internal consistency. The aggregated measure of managerial coaching 
possesses good reliability, as reflected from its internal consistency and item-total 
correlation. Estimates of internal consistency (Cronbach's alpha) were .92 for 
overall managerial coaching (14 items), .85 for the dimension "Coaching for current 
performance" (7 items) and .87 for the dimension "coaching for future performance" 
(7 items). Item-total correlations ranged from .48 to.71 for the dimension "Coaching 
for current performance", and ranged from .49 to .72 for the dimension "Coaching for 
future performance" 
Scale norm. Table 6 presents the mean score and standard deviation of 
overall coaching and coaching factors derived from of the aggregated measures. 
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Table 4. 
Managerial Coaching Scale Norm for the Aggregated Measure 
Sample Measure Min Max Mean SD 
Overall Managerial 
1.75 4.54 3.10 .490 Coaching (AggMC) Aggregated , Coaching for Current ‘ , ^ Measure 1.71 4.71 3.33 .487 Performance (AggCC) (N=160) 
Coaching for Future ^ ^^ 4.35 2.86 .563 
Performance (AggCF) 
Generally, the participated managers engaged more in coaching for current 
performance (mean=3.33, S.D.=.487 ) then coaching for future performance 
(mean=2.86, S.D.=.563). Concerning scale norms for sub-groups, One-way 
ANOVA was used to check whether there is significant difference in the extent of 
managerial coaching across different demographic sub-groups. The results 
indicated that significant difference in managerial coaching (overall and in each 
underlying constructs) exist among two demographic factors: different level of 
education of the managers, that managers with lower education level had 
demonstrated more coaching, as well as different age group of the subordinates, 
that younger subordinates were coached more frequently. Table 7 presents 
descriptive statistics of managerial coaching across sub-groups regarding 
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Construct Validation 
Known-groups validity. Known-group validity concerned about whether the scale 
would distinguish between people who are known to have high versus low scores on the 
scale (Bearden and Netemeyer, 1999; Tian, Bearden and Hunter, 2001). It is reasoned 
f 
t 
that subordinate's need for continuous learning and development should be inversely 
proportional to tenure and age of the subordinate. It is because subordinate having a 
longer tenure or being older are generally more experienced and they should have better 
mastery of knowledge and skills for the current and future challenges at work. 
Meanwhile, manager 's coaching on their subordinates should be less frequent when the 
length of cooperation increases. The 14-item aggregated measure of coaching, indeed 
demonstrated known-group validity. AggMC correlated negatively with subordinate's 
tenure (r=-.34’ pc.OOO) and length of dyadic relationship (r=-.19, pc.OlO). In addition, 
AggMC can differentiate the subordinates' from different age group. The youngest 
subordinates (age group = 15-29) reported experiencing more coaching (Mean=3.28, 
SD=.462, N=60) than respondents in two older age groups (30-44’ Mean=3.04, SD=.483, 
N=:82; 45 or above, Mean=2.76 SD=:.400, N=17), (F (2,156)二9.73’ pc.OOO). 
Construct validity. Construct validity of the 14-item managerial coaching scale 
was demonstrated by exhibiting convergent validity (showing convergence among 
theoretically similar constructs) and discriminant validity (showing distinct factor 
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structure with theoretically similar constructs and can discriminate between theoretically 
less relevant constructs) simultaneously. Convergent validity was indicated by the 
magnitude of correlation between the two dimensions of coaching (r=.75, p<.000) being 
the strongest. The correlation between overall coaching and theoretically more similar 
> 
< 
constructs (LMX quality, r=.42, pc.OOO) was larger than the correlation between overall 
coaching and less similar constructs: manager's personality (agreeableness, r=.033, ns) 
and manager's job satisfaction (r=.068,ns). Further, I performed an EFA on the coaching 
items and LMX quality scale to examine discriminant validity. If managerial coaching is 
similar yet distinct from leader-member exchange, we should expect their corresponding 
items would be loaded onto two distinct factors in the EFA, despite the high correlation 
between these two constructs. Confirming my expectation, EFA extracted a distinct 
2-factor structure (within-factor loading exceed .4 and across-loading below .4). All of 
the MC items loaded on one factor whereas all the leader-member exchange items loaded 
on another factor. These results demonstrate discriminant validity of the managerial 
coaching scale. Table 8 presents rotated component matrix of Aggregated Measure of 
Managerial Coaching (AggMC) and Leader-member Exchange (LMX). 
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Table 4. 
Rotated Component Matrix of Aggregated Measure of Managerial Coaching (AggMC) 
and Leader-member Exchange(LMX) 
Factor 
Exploratory Factor Analysis 1 2 
Factor 1: Aggregated Measure of Managerial Coaching 
Item 11 .795 .207 
Item 6 .790 .015 
Item 17 .773 .064 
Item 9 .771 .054 
Item 7 .713 .018 
Item 18 .705 .204 
Item 13 .697 .258 
Item 3 .695 .144 
Item 10 .671 .070 
Item 14 .636 .331 
Item 4 .626 .117 
Item 1 .607 .293 
Item 8 .511 .117 
Item 2 .442 .285 
Factor 2: Leader-member Exchange 
I t e m s .126 .878 
Item 7 .201 .831 
Item 1 .090 .797 
Item 4 .235 .790 
Item 3 .258 .782 
Item 2 .060 .763 
Item 6 .075 .610 
Eigenvalue 6.69 4.77 
Percentage of Variance Explained 31.8 22.7 
Cumulative Percentage of Variance Explained 31.8 54.6 
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Part II: Antecedents and Outcomes of Managerial Coaching 
Analysis Overview 
Manager-subordinate dyad was the unit of analysis. The proposed model relates the 
antecedents and outcomes of managerial coaching (AggMC). Antecedents refers to 
) 
manager 's affective organizational commitment (Affective OC), manager's belief in 
facilitating learning (BFL), and manager's extent of being coached in the past (Past 
Coaching), while the outcomes refers to subordinate's perceived LMX quality (LMX) and 
subordinate's job satisfaction (JS). 6 hypotheses were derived from the model to 
investigate in a manager-subordinate dyad, how manager's characteristics (i.e. antecedent 
constructs) predict frequency of the manager's behaviors on the subordinate (i.e. the 
managerial coaching construct), which in turn predicts subordinate's perception and 
attitude (i.e. outcome constructs). To test for the hypotheses, I used Confirmatory Factor 
Analysis (CFA) to measure the factor structure of each latent constructs, as well as the 
significance of the loadings of each item measuring each constructs. Then, I measured 
the internal reliability of the composite scales of the 6 latent constructs, followed by a 
two-step approach of Structural Equation Modeling (SEM) recommended by Anderson 
and Gerbing (1988) and Hair, Anderson, Tatham and Black (1998) to assess model fit and 
path coefficient significance of the measurement model and hypothesized model. 
Analysis Results 
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CFA on each latent constructs indicated that Affective OC, LMX and JS were 
one-factor constructs, and all items were significantly loaded on the construct. CFA 
result on Past Coaching, AggMC both revealed the two-factor oblique structure, with one 
of the factor refers to coaching for current performance, and another factor refers to 
f 
coaching for future performance. This pattern is same as the analysis results for 
managerial coaching scale development. Finally, CFA result on BFL indicated that it is a 
two-factor oblique structure, with 2 items concerning subordinate's willingness and 
readiness to leam significantly loaded on one of the factor; while another 2 items 
concerning manager's ability and responsibility to coach significantly loaded on another 
factor. Two items concerning subordinates' s potential to perform better and to be 
promoted were dropped, since they did not load on any of the two factors, and did not 
constitute a new factor of the BFL construct. Following these CFA results, I only 
dropped 2 items on BFL, and keep all the items for the 6 latent constructs for the sequence 
analysis. The composite scales measuring the 6 latent constructs had acceptable internal 
reliability that Cronbach alphas ranged from .67 to .90. Table 9 displays the means, 
standard deviations, inter-correlation and reliability estimates of the composite measures 
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Then, I performed the two-step structural equation modeling. The first step was to 
assess model fit of measurement model to validate the operationalization of the theoretical 
constructs; the second step was to assess the model fit of the structural equation model 
specifying causal path among the latent constructs. EQS Structural Equations Program 
(version 5.3) (Bender，1995) was used to test for the measurement model and structural 
equation models. 
In the first step, I performed Confirmatory Factor Analysis to assess the measurement 
model fit and significance of the indicator paths. For those one-factor latent constructs 
(i.e. 7-item LMX, 4-item Affective OC and 5-item JS), items were randomly aggregated to 
yield 3 indicators for LMX, and 2 indicators for Affective OC and for JS. For the 
two-factor latent constructs (i.e. 4-item BFL, 14-item PMC and 14-item AggMC), items 
were aggregated according to the corresponding factor structure to yield 2 indicators for 
each construct. CFA result indicated that the loadings of all indicator paths were 
significant, and the model fit was good, that major fit indexes (NNFI, CFI, GFI) exceed .9, 
and RMSEA is below .08 (x2 (50)=79.546, p>.001, NFI=.913, NNFI=.945, CFI=.965, 
GFI二.929，RMSEA=.061). These results provided further support for the heterogeneity 
of the constructs, and the significance of indicators on each constructs. 
In the second step, I assess the model fit and significance of paths relating the latent 
constructs. The hypothesized antecedents of managerial coaching, i.e. Affective OC, 
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BFL and Past Coaching, were set as covariate with each other, on the basis of moderate 
correlations among the constructs. Structural Equation Modeling results indicated that 
the hypothesized model fit was good, with the major fit indexes (CFI, GFI) exceeded .9, 
and RMSEA was below .08 {y2 (56)=91.183, pxOOl, NFI=.901, NNFI=.942, CFI=:.958, 
f « 
GFI=.920, RMSEA:.063) . For the Structural paths linking hypothesized antecedents to 
managerial coaching, path coefficients were significant and in the hypothesized direction 
for Affective OC (.221), BFL (.301) and Past Coaching (.239). Comparison between the 
sizes of standardized path coefficient indicated that BFL was the most important 
antecedent to managerial coaching compared with Past Coaching, and Affective OC was 
relatively the least important. 
Concerning the outcome of managerial coaching, it was found that AggMC directly 
predicted LMX (.451), and LMX directly predicted JS (.594). The direct path from 
AggMC to JS was non-significant (.122, ns), but the indirect path was significant (.180). 
This result pattern indicated that managerial coaching predicted LMX, and managerial 
coaching also predicted JS through LMX. Finally, a revised model was tested, which 
was a nested model of the hypothesized model, with the direct path from AggMC to JS 
removed. Resultant model fit of the revised model was similar to the hypothesized 
model (x2 (57)=92.862, p � . 0 0 1 ’ NFI=:.899, NNFI二.942’ CFI=.957, GFI=:.919, 
RMSEA=.063)’ and chi-square difference test result was not significant (Adf=l, 
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Ax2= 1.679, p>.05). This result further confirmed that effect of managerial coaching on 
JS was fully mediated by LMX. Table 10 presents the fit indices of Measurement model, 
hypothesized model and revised model of managerial coaching. Figure 2 presents CFA 
results illustrating the measurement model with standardized path coefficients; Figure 3 
t 
presents the hypothesized model with standardized path coefficients, and Figure 4 presents 
the revised model with standardized path coefficients. 
Table 10 
Fit Indices of Measurement model, Hypothesized Model and Revised Model of Managerial 
Coaching 
Model %2 df NFI NNFI CFI GFI RMSEA Ax2 
Measurement ( M ) 7 9 . 5 4 6 ^ ^ ^ ^ ^ ^ 
Hypothesized (H) 91.183 56 .901 .942 .958 .920 .063 
Revised (R) 92.862 57 .899 .942 .957 .919 .063 
Difference between 1 仍 
M & R ‘ 
Note. x2=chi square, df = degree of freedom, NFI =Normed Fit Index; NNFI= 
Non-Normed Fit Index; CFI 二 Comparative Fit Index; GFI = Goodness of Fit Index; 
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Overall, the above SEM results present how managerial coaching related to other 
theoretical constructs. Hypotheses 1，2’ 3 concern with whether the proposed 
antecedents predicts managerial coaching, and the result fully support Hypothesis 2 (BFL) 
and Hypothesis 3 (Past Coaching); and marginally support Hypothesis 1 (Affective OC). 
t 
In a manager-subordinate dyad, all of the three manager's characteristics (Affective 
organizational commitment, belief in facilitating learning, and extent of being coached in 
the past) predicted the manager's frequency to coach the subordinate. Hypothesis 4a 
concerns with whether managerial coaching predicts LMX; Hypothesis 4b concerns with 
whether managerial coaching directly predicts JS; while Hypothesis 4c concerns with the 
indirect effect of managerial coaching on JS through LMX. SEM results of the 
hypothesized model and the revised model supported Hypothesis 4a and 4c but not 4b. 
In a manager-subordinate dyad, manager's frequency to coach the subordinate 
significantly predicts subordinate's perceived LMX quality, and LMX quality fully 
mediated the effect of managerial coaching on subordinate's job satisfaction. 
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CHAPTER FOUR: DISCUSSION 
The present study contributes to the theoretical foundation of managerial coaching, by 
developing a measure to assess managerial coaching proficiency, and revealing in a 
manager-subordinate dyad, how manager's characteristics influence subordinate's perception 
and attitude through the manager's extent of coaching on the subordinate. I explored the 
underlying constructs of managerial coaching, validated the managerial coaching measures in 
terms of its reliability and construct validity, and identified a model relating the antecedents 
and outcomes of managerial coaching. Knowledge of the antecedents of managerial 
coaching would provide implications on selection, training and development for managerial 
staff. It also enabled the identification of potential individual and organizational factors that 
favors the emergence of good coaches. Knowledge of the outcomes of managerial coaching 
provided anchor with the value of promoting coaching culture in the workplace. For 
organizations, this could facilitate the process of advocating managerial staff to assume a new 
role as coaches to their subordinates. 
The approach of present study had filled several voids of previous research on the 
related topics. Firstly, the use of multi-source approach in the present study arrived at a 
more objective measure of coaching, which supplemented previous coaching research using 
single sources to evaluate the extent of coaching (e.g. Ellinger and Bostrom, 1999, 2001) that 
disagreement in the extent of coaching might exist between members of the dyad, and 
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problem related to common method variance might arise when evaluation on coaching and 
evaluation on antecedents or outcome of coaching were from the same, single source. 
Secondly, the present study used a quantitative research approach with a larger, more 
comprehensive sample size (N>150) had strengthen the empirical foundation of managerial 
coaching investigated through qualitative research methodology (e.g.: critical incidents 
interview) by Ellinger and Bostrom (1999，2002). Thirdly, manager from all levels are 
expected to assume the role as a coach. Yet most of the existing managerial training 
program was designed specifically for senior level managers (Ellinger and Bostrom, 1999). 
In the present study, a list of objective coaching behaviors associated with enhancing 
subordinate's well-being was derived from a sample of mid-level managers. This provides a 
framework that can be utilized for the design and implementation of management 
development program for mid-level managerial staff. 
Managerial Coaching and Transformational Leadership 
Managerial coaching behavior is a subset of leadership behavior. Further, a manager's 
extent of coaching the subordinate would be a behavioral manifestation of his/her 
transformational leadership style, which describes a wide range of leadership through specific 
attempts to influence followers on one-to-one bases (Northouse, 2003). Two underlying 
factors of managerial coaching behavior were identified in the present study. Factor 1 
referred to coaching for future performance (CF), which was composed of coaching behaviors 
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related to increase exposure and provide information, resources and intellectual stimulation. 
Factor 2 referred to coaching for current performance (CC), which was composed of 
behaviors related to provide feedback and support, clarifying goal, maintaining collaborative 
attitude and open communication. To relate these two leadership behavioral dimension with 
the transformational leadership style described by the Full Range Leadership Model (Bass, 
1985; Bass & Avolio，1997; Conger, 1999; Hunt, 1999; Hunt & Conger, 1999), 'coaching for 
future performance (CF)' is more likely to be demonstrated by managers having higher 
orientation in inspirational motivation, intellectual stimulation and individualized 
consideration, as it concerns about moving subordinates to address learning and 
developmental needs through visionary and intellectually inspiring coaching behaviors; while 
'coaching for current performance (CC)' is more likely to be demonstrated by the managers 
whose orientation in contingent reward is higher, as it concerns about moving subordinates to 
address learning and developmental needs through performance-specific feedback and 
support. 
Transformation leadership has been under extensive research and its importance to 
organizational effectiveness was well supported (Lowe, Kroeck and Sivasubramaniam, 1996; 
Martin and Epitropaki, 2001). However, there were several weaknesses in existing 
transformational leadership research and these voids would be filled by further investigating 
relationship between the two-dimensional managerial coaching behavior construct and the 
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transformational leadership model. Transformational leadership was associated with 
increased work effort (Atwater & Yammarino，1989); work innovation (Howell and Higgins, 
1990); organizational citizenship behaviors (Podsakoff, MacKenzie and Bommer, 1996) and 
performance improvement (Barling, Weber and Kelloway, 1996). However, the 
transformational leadership paradigm was criticized in two aspects. One of the aspects was 
about the conceptual clarity and the psychometric properties of existing measurement scale 
for such an important construct. As noted by Careless (2001), Leadership Practice 
Inventory (LPI) and Multifactor Leadership Questionnaire (MLQ) were widely used for 
measuring Transformational Leadership, however, research evidence suggested that LPI 
having weak discriminant validity, and MLQ lack of evidence for the construct validity 
(Bycio, Hackett and Allen, 1995; Carless, 1998). The other aspect was about the 
applicability of transformation leadership model on mid-level management, since the model 
was primarily derived from senior level management such as CEO (Bryman 1992; Northouse, 
2003). Based on the present study finding on the two-dimensional managerial coaching 
behavior, we would extent our understanding on managerial coaching and transformational 
leadership style and the outcomes of transformational leadership by investigating their 
inter-relationships in future studies. If association between transformational leadership style 
and managerial coaching behavior exists, it will provide anchor of managerial coaching as 
behavioral manifestation of transformation leadership style of mid-level managers. Not only 
Managerial Coaching 59 
can it fill the voids of existing measurement and applicability problem in transformational 
leadership, but also extend the nomological network of relating managerial coaching and its 
antecedents and outcomes. 
Implications to Research and Practice 
Managerial Coaching Antecedents 
The present study revealed that the extent of managers engaged in coaching subordinates 
was predicted by attitudinal, perceptual and experience factors. 
Firstly, managers having higher affective organizational commitment tended to engage 
more in coaching subordinates. This finding provides support for the organizations to adopt 
policies in enhancing managerial staffs affective commitment to the organizations, not only 
for the benefits associating with preventing negative workplace behaviors (e.g. absenteeism, 
turnover), but also for the benefits associates with bringing in positive workplace behaviors 
(more coaching to the subordinates). 
Secondly, the managers were found to coach their subordinates more frequently, when 
they hold a stronger belief in facilitating leaning, that is, they believe the subordinate is 
willing and is ready to leam and develop, and the manager himself/herself having the ability 
and responsibility to facilitate the subordinate's learning and development through coaching. 
This finding is aligned with the social cognitive model (Bandura, 1982, 1986), which 
suggested that the person's belief about his/her ability to perform certain behavior (i.e. 
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self-efficacy) determines whether that person undertakes the behavior. Besides, this finding 
provided support for the belief model developed by Ellinger and Bostrom (2002) concerning 
underlying belief associated with coaching behavior. It is interesting to know that in dyadic 
setting, the manager's belief in own ability and responsibility to coach is the necessarily but 
not sufficient condition to predict coaching behavior; whether the manager also believe the 
subordinate being willing and ready to leam also plays a role. Altogether these research 
findings provided converging evidence suggesting organizations would promote coaching 
culture. On the one hand, the organization would introduce communication channel 
between manager and subordinate, so that the manager would have a better understanding of 
the subordinate's state of willingness and readiness to leam and develop; on the other hand, 
the organization would enhance their managerial staff ability to coach through providing 
training to enhance their knowledge and skills in coaching and instilling the concept that the 
managers are responsible for taking up the role as coaches. 
Thirdly, managers were found to coach the subordinates more frequently if their seniors 
had coached them extensively in the past. This result suggested coaching could serve as a 
modeling process that the coachee would leam the importance and acquired the skills of 
coaching through the process of being coached. This implied that coaching brings in benefit 
for the coachee, and subordinates of the coachee. It also suggested that one of the feasible 
ways of equipping managerial staff to be better coach is to provide a role model (i.e. a 
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manager as coach) to them. 
Managerial Coaching Outcomes 
The significance of present study findings related to outcome of coaching is two-folded. 
Firstly, the premise that managerial coaching has an important,influence on subordinate's 
well-being is confirmed by the fact that 20.3 percent of variance of the subordinate's 
perceived LMX-quality was explained by managerial coaching; and 43.2 percent of variance 
of the subordinate's job satisfaction was explained by managerial coaching (mediated through 
LMX-quality). Secondly, linkage among managerial coaching and subordinates perceived 
LMX quality suggested the potential mechanism of how high-LMX quality emerges within a 
manager-subordinate dyad: a manager initiates a high-LMX relationship by coaching the 
subordinate more frequently, which enhances the subordinate's perception of the dyadic 
relationship quality. The present study suggested several concrete leader behaviors that 
predict LMX relationship, and it has filled the research void in previous LMX research 
concerning the lack of description of specific behaviors done by the leader contributing to a 
high LMX relationship (Graen, Novak and Sommerkamp, 1982). Moreover, the concrete 
behaviors associated with enhancing LMX-relationship quality provides practical guideline of 
how the managers could "rescue" subordinates in low LMX. Subordinates in low LMX 
relationships tended to be dissatisfied in their job, having lower organizational commitment, 
and higher turnover (Gerstner & Day, 1997; Maslyn, and Uhl-Bien, 2001). The managers 
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would remedy this situation by uplifting subordinate's perception of LMX quality by 
coaching the subordinate more frequently. 
Limitation and Future Research 
Contrary to the belief map suggested by Ellinger and Bostrom (2002), the present study 
indicated that subordinate's capability to leam is not one of the constituents of manager's 
belief in facilitating coaching. It may due to a potential limitation of the present study that 
subordinate's potential to perform better in the current position and potential to be promoted 
could not appropriately reflect the subordinate's capability to leam and develop. The 
present study would be improved by trying other operationalization of subordinate's 
capability to leam, such as subordinate's cognitive ability and current job performance. 
Another limitations of the present study was that a longitudinal designed was not adopted due 
to time and resources constraints. Longitudinal research design will be a better approach to 
establish causal relationships among variables. Therefore, besides relating managerial 
coaching to transformational leadership, another future research direction is to replicate the 
present study by adopting longitudinal design, which would potentially validate the causal 
relationship among antecedents and outcome of managerial coaching suggested by the SEM 
results in present study, as well as allowing the measurement of managerial coaching outcome 
in terms of the subordinate's job performance, efficiency and effectiveness before and after 
coaching intervention. Meanwhile, to enhance our understanding of how managerial 
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coaching improve subordinate's learning and development, categories of work-related 
learning outcome proposed by Kraiger, Ford and Salas (1993) would also be measured if 
using longitudinal research design in future research. These include cognitive outcomes (e.g. 
change in strategies for solving problem); skill-based outcome (e.g. professional skills) and 
affective outcome (e.g. change in motivation to perform assigned task). 
Conclusion 
The present study contributes to both research and practice. To the researchers, 
identification of specific managerial coaching behaviors and the corresponding antecedents 
and outcomes enhanced our understanding of constituents of managerial and leadership 
competencies, specifically the conceptual domain of transformational leadership and 
LMX-quality. Meanwhile, research in managerial coaching could answer to the question of 
whether coaching done by manager can yield benefits similar to executive coaching found in 
previous research. To the practitioners, empirical support for managerial coaching brought 
in selection and training implication specifically for mid-level managers. It could help an 
organization better and more properly utilize managerial coaching in workplace and equip the 
organization to be a learning organization, that every member in the organization equipped a 
continuously learning mindset (Tracey, Tannenbaum & Kavanaugh, 1995). Behavioral 
definitions of managerial coaching enabled the practitioners to teach mid-level managers to 
be better coaches, firstly by assessing managers' level of coaching proficiency and 
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corresponding training needs in coaching skills, followed by design and delivery of 
managerial coaching training program, finally to evaluate the managers' progress of learning 
and mastery of coaching skills. 
if « 
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